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Overview 


The PM Minimalist Mentor is a collection of tools designed to help your project team 
get organized and work their way through all ten “Nuts and Bolts” Steps as outlined in 
The Project Management Minimalist: Just Enough PM to Rock Your Projects! 


The Mentor includes 10 sets of coaching tools — one for each of the 10 “Nuts and Bolts” 
Steps. Each coaching tool is divided into these sections: 


« Results — A brief description of the results your team should attain by working 
through the tool. (These are your performance targets.) 


« Discussion Topics — Specific topics and questions that the project manager, 
team leader, or meeting facilitator may introduce to guide discussion, stimulate 
brainstorming, and focus the project team’s efforts. 


« The Least We Should Do — The recommended minimum that your project team 
should achieve by completing this Step. 


« The Most We Could Do — The maximum your team might want to achieve by 
completing this Step. (Remember: We're focusing on PM Minimalism, after all... 
so for the majority of projects, it would be overkill to do all the stuff listed here! 
However, if your project has a high “squirrely factor” with lots of ambiguity and 
bizarre stakeholder behavior, you might need the extra controls identified in this 
section. In any case, use these sparingly!) 


« Video Highlights — Selected visuals (slides) from The Project Management 
Minimalist Video Series that address issues related to each Step.(To get the 


Video Series, visit http://michaelgreer.biz or email pm.minimalist@gmail.com ) 


The Most We 
Could Do 






The Least We 
Should Do 









How many PM artifacts? How much PM process? 
You decide! 


Remember. The “Least...” sections and “Most...” sections present generic suggestions 
only! It’s your call. You and your team must decide what constitutes enough PM 
process and artifacts to meet the control needs of your unique project. 
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Who Should Use These Tools 


The PM Minimalist Mentor coaching tools are primarily intended for: 
a Project managers 
a Project team leaders 
But they can also be used by: 
“ Leaderless or “self-managed” project teams 
@ Supervisors of project managers 
a PM coaches 
a Project sponsors or customers who are working with project teams 
“ People who serve in recurring roles as SMEs for project teams 


@ Guerilla project managers who would like to gently bring order, simplicity, and 
common sense to otherwise chaotic projects to which they have been assigned 


You Do Have The Book, Right? 


Everyone who is trying to use The PM Minimalist Mentor should have a copy of 
The Project Management Minimalist book available for reference. 


If you don't have the book, you'll find yourself scratching your head and saying... “Huh?” 
when The Mentor tells you to locate and apply one of the tools from the book. So be 
sure everyone has the book! 


To order copies of the book, go to: http://michaelgreer.biz 


(To get discount copies for your team, just email me and ask for your special 


discount code — pm.minimalist@gmail.com) 


Who Should Participate in Discussions & Planning 
Sessions 
Each of the Mentor’s coaching tools is meant to help your project team work their way 


through one of the 10 “Nuts and Bolts” Steps as outlined in The Project Management 
Minimalist: Just Enough PM to Rock Your Projects! 


The table on the next page provides some generic suggestions about who should 
participate in each of the discussion and planning sessions. 


The PM Minimalist Mentor, version 1 © Copyright 2011, Michael Greer 
For use with The Project Management Minimalist htto:/michaelgreer.biz/?page_id=636 


The PM Minimalist Mentor: Scripted Coaching Tools to Guide Project Team Meetings 


Suggested Participants/Roles in Discussion & Planning Sessions 


RESPONSIBILITY/ACCOUNTABILITY MATRIX 


PM Project Core Team Sponsor Any and all 
Minimalist || Person > || Manager or Members ae interested 


A Team Leader | (Creators of Com stakeholders 
Bolts” Step Deliverables) 


a 


Step 1: Define the project 
concept, then get support 
and approval. 


Step 2: Get your team 
together and start the 
project. 


Step 3: Figure out exactly 
what the finished work 
products will be. 


Step 4: Figure out what 
you need to do to complete 
the work products. 
(Identify tasks and phases.) 





The 10 Coaching Tools 


Beginning on the next page, you'll find all 10 coaching tools. Enjoy! 
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Step 1: Define the project concept, then get support and 
approval. 


Results 


« A series of conversations, brainstorming sessions, and other formal or informal 
discussions about the project concept with your supervisor and key people whom 
you hope will provide project support 

“ An approved Project Charter 


Discussion Topics 


(Note: It’s not time to involve a lot of people. At this point you might simply be 
working alone or with one or two key project champions or experts. You can involve 
more team members after you get your Project Charter approved. Given that approval, 
you can assure them that their efforts will be supported by your sponsor or customer.) 


1. Why is this project needed? (market demand, strategic initiative, customer need, 
legal requirement, etc.) 


2. What specific evidence of need can we reference? (senior mgt. directive, needs 
analysis, market analysis, etc.) 


3. Who is our sponsor or project champion or customer? Should we be talking to 
them now or wait until we clarify our preliminary project concept? 


4. Are we ready to create a Project Charter? (If not, what specific questions do we 
need to answer before we will be ready?) 


The Least We Should Do 


LJ Write a one paragraph description of our project's tangible finished product. 


LI Get this reviewed & approved by our boss or sponsor or customer. 


The Most We Could Do 


LJ Gather evidence of the need for this project by completing a formal needs 
analysis of some kind or by creating a summary of previous analyses, directives, 
etc. that support this project. 


LI Create a full-blown Project Charter. (See Worksheet: The Project Charter’) 
Q Make a formal presentation of our Charter to key decision-makers. 


LJ Get written approval of our Project Charter from our boss, sponsor, or 
customer. (See Worksheet: Sign Off Form”) 


* See The Project Management Minimalist book for details, worksheets, etc. 
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Video Highlights 


ee A 
a A temporary endeavor undertaken to create 
a unique product or service 
m Temporary means: 
— Limited budget, schedule & person-hours 
— Specific number & quality of deliverables 
= Unique means: 


— It deserves its own plan 


Typical Artifacts & Tools: 


el A 


= Notes re: preliminary project concept 
= Results of needs assessment, market analysis. etc. 
a Approved project charter or proposal 
— 1-3 pages 
— Project Justification, Overview of deliverables, 
Objectives & Success Criteria, Stakeholders & Roles. 
Assumptions 
— Signatures of 1) Proj. Mer.. and 2) Sponsor/Chent 





From The Project Management Minimalist Video Series (Video 2-A: PM Nuts & Bolts) 
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Step 2: Get your team together and start the project. 


Results 
« A series of conversations, brainstorming sessions, and other formal/informal 


discussions about the project concept with all stakeholders 


« Commitments from stakeholders to play particular roles on the project team 


throughout or at specific times in the project. 


4 Written documentation that captures roles and responsibilities of all stakeholders 
« A Kickoff Meeting that orients all project team members to their roles and 


responsibilities and gets the project started 


(Option: Before you start working through the Discussion Topics below, you might 
want to use one of the Bonus Team Building Discussions at the end of this document 
to help team members get comfortable with each other.) 


Discussion Topics 


(The ideal situation: Participating in this discussion is everyone who'll help build the 
finished product, who'll use it, or who might cause trouble or force it to be changed if 
they dont like it. Key: Everyone who signed or created The Project Charter should 
be present to explain the project to new project team members.) 


l 


As a group, review the Project Charter and clarify what has been approved to 
date. 


Make a list of ambiguities, “red flag” issues, key people who are missing from this 
meeting, and items from the Project Charter that might require further research. 
Decide if any of these issues are “show stoppers’ (i.e., if any of these issues 
justify our revising the Charter in some way). 


è |f yes, reschedule this session, then go get answers explaining how these 
issues will be handled, revise the Charter (if appropriate) and set another 
meeting in which we work through theses discussion topics again. 


è |f no, continue our discussion. 
Decide: Are there key people missing from this meeting? 


® If yes, figure out how they will be informed of the meeting results or how they 
might be contacted remotely while the session is going on. 


è \|f the missing people are permanently unavailable, figure out a “work around” 
such as getting them to formally delegate their role to someone else. 


Make a list of broad roles that must be played on the project team to create the 
project’s finished product. (i.e., creator, reviewer, subject matter expert, approval 
person, etc.) 


5. Ask for volunteers and/or assign people to these broad roles. 


Get firm commitment that the people volunteering/assigned to roles all have the 
time and ability to perform their roles. 
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The Least We Should Do 


E 


E 


Q 


Schedule and conduct a conference call in which we work through the 
discussion topics above. 


Create a written summary of the results of the conference call, noting especially 
the specific roles people have agreed to play on the project team. 


Circulate the conference call summary and get everyone involved to provide their 
written (email, at minimum) approval and solicit their annotations/adjustments 
to the summary. 


The Most We Could Do 


E 


E 


10 


Conduct a formal Project Kick-Off Meeting and work through all the discussion 
topics above. 


Create a Responsibility/Accountability Matrix. (See Worksheet: 
Responsibility/Accountability Matrix *) 


Create a unique organization chart specifically for this project showing who 
reports to whom. 


Create a chart showing the decision flow, including who will review work 
products as they evolve and who will make “tie breaking” decisions related to 
approving types of work products. (Broad strokes only: This can be refined later, 
when deliverables have been more clearly specified.) 


Create a strategy for handling project communications. (See Worksheet: 
Project Communications Planner*) 


Do some “fun stuff” or conduct some sort of team building exercises that help 
the project team get to know each other better and develop a shared identity. 
(Refer to the Bonus Team Building section at the end of this document for ideas. ) 


* See The Project Management Minimalist book for details, worksheets, etc. 
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Video Highlights 


Project stakeholders: 


i EMME A 


= Individuals and organizations who are 
actively involved in the project or whose 


interests may be affected by it 
An if 
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= Two important types: 
— Sponsors i 


— Experts iia 
— Approve deliverables os 


Ee eee A 
= Externally validated (degrees, certifications, 
industry track record) 
= Internally defined by job description & role 
= Self-evident, history of solving problems 
= Self-proclaimed 
m Other? 


42 
© 2010 Michael Greer - greers_pm@yahoo.com - for info, visit - http://michaeigreer.biz m 


Figure out: Who will do what? 


ee el A 


= PARIS Responsibility/Accountability Chart 
— Participate (help do the work) 
— Accountable (who will “own” the work) 
— Review work products & provide feedback 
— Input special info as needed 
— Sign-off (formal approval) 


a 
© 2010 Michael Greer - greers_pm@ycahoo.com - for info, visit - http://michaelgreer.biz = 


Sponsor: 
DE EMME Ee A 
= Customer, client, final owner, or entity 
providing funds 

m Typically has the power to: 

— Review & approve key deliverables 

— Approve or help acquire resources (people, 

equipment, facilities) 
— Stop the project 


P 
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Sources of Stakeholders & Experts: 


ee ee A 
Manufacturing 
Purchasing 
Finance and Legal 


Vendors 


Customers (internal and 
external) 


Product/service creators 
Product/service providers 
Technical experts 

IT department 
Installers/set-up people 
Sales/Marketing 


Customer 
Others? 


(Anyone who can rethink or 
reject deliverables!) 


m 
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poe Bil (PM | Chamaine | Juan [Tech a Mary [Tech 
a [Rais]. > Lad) [Supervisor] | Expert AJ Eper B] 


Needs analysis, 
market enelysis 
fezsibility study. 


*P=Patriyate A= Acowtable R= Revew J =InpurRegured S= Signo Regd 


re eee A 
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Step 3: Figure out exactly what the finished work 
products will be. 


Results 


« A series of conversations, brainstorming sessions, and other formal/informal 
discussions about specific project deliverables* 

@ A rough Work Breakdown Structure (WBS) created by a brainstorming group 
(i.e., a bunch of yellow stickies spread out all over a wall, a collection of flip chart 
pages scribbled with items, a rough “mind map,” etc.) 

« A polished WBS which clearly lists 1) all interim deliverables that the end user 
will not see (Such as scripts, flow charts, outlines, etc.) and 2) all finished 
deliverables that will be turned over to the user when the project is completed. 
[See Example Phased Work Breakdown Structure” .] 

« A Project Scope Statement that expands the Project Charter to include the WBS 
and other items identified by the team in brainstorming sessions [See Worksheet: 
Project Scope Statement*.| 

« Approval of the Project Scope Statement and WBS by the sponsor and 
appropriate stakeholders. 


Discussion Topics 


(Note: Now’s the time to involve a lot of people. Specifically, invite everybody you 
identified as part of the project team in Step 2 to attend this session. This will help you 
avoid conflicting interpretations of work products later as they are being created. Your 
goal: a shared, “high resolution” vision of all tangible items [i.e., deliverables] to be 
created. Your challenge: Get everyone to participate — don’t let a few vocal people 
dominate.) 


1. Given our approved Project Charter, contracts, technical specifications, etc., 
what specific items must our team create? (Capture these as a wall full of “yellow 
Stickies,” a collection of flip chart pages with outlines/notes, org-chart-like 
hierarchies, rough “mind map” drawings, or anything that helps the team 
visualize the finished product and “make it real” to everyone.) 


2. Have we identified all the interim deliverables (such as outlines, drafts, flow 
charts, prototypes, mockups, etc.)? 


3. Should we apply the Scope Triage method to reduce our deliverables list to a 
more manageable amount? If so, then let’s do it! (See Step 3, The Minimalist 
Squeeze, Scope Triage”...) 


4. Can we (should we) display our specific finished products as a formal WBS (work 
breakdown structure)? If so, then let's do it! (See Example Phased Work 
Breakdown Structure. *) 
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5. Can we (should we) expand our Project Charter to create a formal Scope 
Statement? If so, then let’s do it! (See Worksheet: Project Scope Statement. *) 


6. How should we go about getting meaningful approval of our deliverables 
descriptions (i.e., our WBS & Project Scope Statement) by our sponsor or 
customer? 


The Least We Should Do 


LJ Write a one paragraph overview of our projects tangible finished products. 


LJ Elaborate on this one paragraph overview with an outlined list of all tangible 
finished products (finished and interim deliverables) that we need to build. 


LJ If appropriate (and for all potentially ambiguous items) describe what will 
constitute an acceptable level of quality. 


LJ Get written approval of the above by our boss or sponsor or customer. 


The Most We Could Do 


LJ Create a formal WBS (work breakdown structure) depicting all project 
deliverables (finished and interim/drafts). 


LI Create a full-blown, highly-detailed Project Scope Statement. (See Worksheet: 
The Project Scope Statement*) 


Q Make a formal presentation of our WBS & Project Scope Statement to key 
decision-makers. 


LJ Get written approval of our WBS and Project Scope Statement from our boss, 
sponsor, or customer. (See Worksheet: Sign Off Form”) 


* See The Project Management Minimalist book for details, worksheets, etc. 
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Video Highlights 


Deliverable: Work Breakdown Structure (WBS) 


Ee Meee A re Mee A 


= Any measurable, tangible, verifiable item = The work breakdown structure finds... 
that must be produced to complete the 


project 


— Obvious deliverables 
— “Hidden” or interim deliverables 
» Concept notes 


» Meeting guidelines, reports 

» Drafts, outlines, blueprints. flowcharts 

» Anything that is “invisible” to the client, end user, 
or sponsor (but will take time/effort to create) 
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Typical Artifacts & Tools: 
DE EMME A 


$ m Work Breakdown Structure (WBS) 
: = Scope Statement with preliminary 
specifications, all deliverables: 
— Purposes & functions 
— Iterations (interim versus finished) 
— Definitions of quality 
— Rough estimates, quantities 
EME ee A 


© 2010, Michael Greer - greers_pm@yahoo.com - for info, visit http-//michaelgreer.biz 31 © 2010 Michael Greer - greers_pm@ycahoo.com - for info, visit - http-//michaeigreer.biz 


"Deliverables 
"Objectives & 


‘Scope Mgt 


ssues 
"Stakeholders 
‘Assumptions 


Mnn A 
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Step 4: Figure out what you need to do to complete the 
work products. (Identify tasks and phases.) 


Results 


« A list or graphical collection of all project tasks that must be completed to create 
project deliverables. 

4 A network diagram showing the sequence and flow of all project tasks, including 
opportunities for stakeholders to review and approve deliverables as they evolve 

a Descriptions or illustrations of project phases 


Discussion Topics 


(Note: Involve as many stakeholders as possible. Specifically, invite everybody you 
identified as part of the project team in Step 2 to attend this session. This will help you 
avoid conflicting interpretations of work process later when work begins. Your goal: a 
shared, “high resolution” vision of the project work process that reflects the professional 
values (professional standards, checks & balances, etc.) of the people who will be doing 
the work. Your challenge: Get everyone to participate — don’ let a few vocal people 
dominate. ) 


Using the results from Step 3 (list of deliverables, WBS, Scope Statement, etc.) as input, 
work as a large group using flip charts, white boards, walls full of “yellow stickies” or 
other group-process tools to answer these specific questions: 


1. What specific tasks must be performed to create each deliverable? 


2. Howcan we cluster our tasks into chunks or logically-related collections or 
phases? (See Sample Network Diagram.*) 


3. How can we best show the tasks, phases, etc. so that everyone can easily grasp 
the flow of events (work process) in our project? 


4. Have we incorporated plenty of opportunities for stakeholders to review work 
products in small increments, as they are evolving... and have we allowed for 
revisions based on reviewers’ feedback? (See graphic in Step 4, Managing 
rework by engaging stakeholders.”*) 


The Least We Should Do 


LJ Write a one paragraph overview of our project's work flow. 


LJ Elaborate on this one paragraph overview with an outlined list of all specific 
tasks and phases (including those required to create finished and interim 
deliverables) for our project. 
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LJ For each tasks whose successful completion is open to interpretation, describe 
what will constitute an acceptable level of performance. 


LJ Get written approval of the list of tasks and phases by our boss or sponsor or 
customer. 


The Most We Could Do 


Q Create a formal network diagram depicting all project tasks (including reviews, 
revision points, sign-off points, etc.), all project phases, bottlenecks, and overall 
work flow. (See Sample Network Diagram.”™) 


LJ Create a written description that clarifies our formal network diagram, 
defines potentially ambiguous terms, defines acceptable levels of performance 
for each task, etc. 


LJ Make a formal presentation of our formal network diagram to key decision- 
makers. 


LJ Get written approval of our network diagram, task lists, etc. from our boss, 
sponsor, or customer. (See Worksheet: Sign Off Form”) 


Video Highlights 


Project phase: Project life cycle: 


Ee eel A Ee eel A 


= A collection of logically related project = A collection of project phases whose name 
activities, usually culminating in the and number are determined by the control 
completion of a major deliverable needs of the organization involved in the 


project 
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Video Highlights (cont’d) 


Different industries = 
different deliverables = 
different life cycles 


es ll A 
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Information 


Typical 
Technology 


Analysis 
Project 


es el A 
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Avoid rework: build small increments! 


El EMME A Let your 


team’s 
(start) => Create or refine something deliverables 


a determine 
g Y your 


project’s 
Make revisions Share with reviewers life cycle! 


Get feedback & approval 


ee el A 
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Step 5: Estimate time, effort, and resources. 


Results 


« A detailed estimate of the duration, effort, and resources required to complete 
each project task. 
« A summary of duration, effort, and resources required for the entire project 


Discussion Topics 


(Note: Involve as many stakeholders as possible — most importantly, you should 
include 1) everyone who Is assigned to a particular task and 2) anyone who has 
experience working on a particular type of task. The latter will help assure your time 
estimates are more accurate, since they've “been there, done that” before. Your goal: 
You team should come up with estimates they can confidently commit to. As always, 
your challenge is to get everyone to participate — don’ let a few vocal people dominate.) 


1. Is everyone clear about the distinction between effort (labor hours) and duration 
(time allotted) for a given task? (Refer to Step 5, Overview” for clarification.) 


2. Check out the Sample Effort/Duration Table* and the Template: Effort/Duration 
Table* in the book. Should we use this format to capture our estimates of time, effort, 
and resources required? (/f not, let’s decide on another method of capturing our 
estimates. ) 


3. Using the descriptions of tasks and phases as we described earlier, let's examine 
each task and build a list showing: 


è The people, equipment, materials and facilities needed to complete that task. 
(i.e., the resources needed.) 


è The amount of effort (person-hours, person-days, etc.) required of each 
resource assigned to that task. 


è The duration (amount of time to allow) for the completion of that task. 


4. Using our detailed effort/duration list, summarize the effort/duration required in each 
phase and in the overall project. 


5. Reviewing our estimates of time, effort and resources, where are we least confident 
about our estimates? How can we “firm up” these estimates so we have more 
confidence in them? 


6. What are the important assumptions we are making about our resources (i.e., Skill 
levels, experience levels, special characteristics of tools or facilities, hours/days of 
availability, etc.) 
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The Least We Should Do 


E 


E 


Create a one-page Effort/Duration Table or similar list showing tasks, resources 
required, estimate of effort for each resource, and estimate of overall task 
duration. (See Sample Effort/Duration Table*) 


Create a one-page list of all assumptions we made when we built our estimates 
of resources, effort, and duration. 


Have these documents reviewed and approved by everyone who is named as a 
resource or resource provider. 


If needed, adjust these documents based on feedback from these reviewers. 


The Most We Could Do 


E 


Create a full-blown Effort/Duration Table or similar list of tasks, resources 
required, & estimate of effort duration for each resource. (See Sample 
Effort/Duration Table*) 


Create a detailed description of all assumptions made about resources (unique 
skills, specifications, availability, etc.) 


Get these reviewed and approved by everyone who is named as a resource or 
resource provider. 


Get these reviewed and approved by our project sponsor. 


Discuss these with the department heads or supervisors of all those who are 
named as a resource or resource provider. Ask them to: 


® Check the accuracy of our estimates. 
è Commit (preferably in writing) to provide the resources as described. 


Make a formal presentation of our estimates & assumptions to key decision- 
makers. 


Get verbal or written approval of our estimates & assumptions from our boss, 
sponsor, or customer. (See Worksheet: Sign Off Form”) 


* See The Project Management Minimalist book for details, worksheets, etc. 
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Video Highlights 


Duration vs. Effort 
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Step 6: Build a schedule. 


Results 
“ One or more overview schedules showing the “big picture” of the project (i.e., 
showing all activities, phases, and major milestones). 
“ One or more detailed schedules that expand or “zoom in” on particular parts of 
the overview schedule. Such detailed schedules might show: 

è One particular project phase and all the detailed subtasks and tasks that 
occur in that phase. 

è The tasks of particular project players. (For example, a unique schedule 
showing only the plumbers’ tasks or the computer programmers’ tasks, or 
senior executives’ review & approval points, etc.) 

« A strategy to revisit the schedule periodically in order to keep it up to date. 


Discussion Topics 


(Note: You probably don’t need the whole team to be involved in this Step. At this 
point you have completed the “big three” estimating efforts [i.e., deliverables, 
tasks/phases, effort/duration] as a team. That means everyone has had a chance to help 
shape these key estimates. Now it’s simply a matter of expressing these estimates in the 
form of a project schedule.) 


1. What purposes should our schedule(s) serve? 


è Display the project clearly so it may be easily understood by stakeholders 
and supporters? 


@ ‘Sell’ the project to key sponsors, customers, or other funding agencies? 


è Guide the project team members’ efforts by keeping them focused on their 
completed and upcoming tasks? 


è Measure and evaluate progress on an ongoing basis? (i.e., compare 
“planned” to “actual” accomplishments) 


è Other? 
2. Given our purposes discussed above, which schedule formats would be best? 


è Examine Sample Project Schedules* and discuss how each might help 
support a particular purpose. 


3. Using our Effort/Duration tables and assumptions as input, create all necessary 
schedules. Specifically, decide whether we should... 


æ Work together to create the schedules. ... or... 


è Divide up the schedule creation chores (possibly delegating to an 
administrative aide) and go create the schedules independently. 


è Note: You do NOT need to use project management software to create 
project schedules, though such products can certainly be useful. Graphics 
programs, word processors, and spreadsheet programs can all make 
perfectly fine schedules. (Refer to descriptions in Step 6...*) 
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The Least We Should Do 


LI Create a single text table listing all project tasks, phases, and calendar dates. 


LI Get this reviewed and approved by everyone who is named as a resource or 
resource provider. 


The Most We Could Do 


LI Create a collection of schedules, including an overview schedule and specific 
sub-schedules for key resources, reviewers, and senior management. 


LI Create a detailed description of all assumptions made in the schedule and a 
legend/description of schedule symbols used. 


LI Get these items reviewed and approved by everyone who is named as a 
resource or resource provider. 


LI Get these reviewed and approved by our project sponsor. 


LJ Discuss these with the department heads or supervisors of all those who are 
named as a resource or resource provider. 


Q Make a formal presentation of our schedules to the entire project team and/or 
our boss, sponsor, or customer. 


LJ Get verbal or written approval of our schedules from our boss, sponsor, or 
customer. (See Worksheet: Sign Off Form”) 


* See The Project Management Minimalist book for details, worksheets, etc. 
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Video Highlights 


Gantt Chart Milestone Chart 
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Step 7: Estimate the costs. 


Results 


« An estimate of project costs, including the costs of labor, materials, supplies, and 
any other costs that are tracked by your organization, such as various overhead 
costs, profit, and so on. 

« A description of all assumptions made in the cost estimate (For example: “We 
are assuming an hourly rate of $75/hour for a particular type of worker or a per 
unit rental fee of $2000/month for a particular piece of equipment. ”) 


Note: In many organizations, project managers manage their projects without any 
estimates of project costs. That's okay! (See Step 7... Overview.*) So... You may 


want to skip this step. 


Discussion Topics 


(Note: You probably don’t need the whole team to be involved in this Step. At this 
point you have completed the “big three” estimating efforts [i.e., deliverables, 
tasks/phases, effort/duration] as a team. That means everyone has had a chance to help 
define the labor hours, resources, facilities, etc. that are needed. Now it’s simply a 
matter of expressing these lists of requirements in the form of one or more project cost 
estimates.) 


1. Are we required to make and use cost estimates for our projects? Have we 
identified any potential benefits for making and using cost estimates? (Briefly 
discuss requirements and potential benefits. ) 


2. Can we manage our project without a cost estimate? (If so, skip the rest of this 
Step.) 
3. Do we have standard cost figures used by our organization to estimate typical 


labor costs, facilities or equipment fees, overhead, etc.? (If so, locate these and 
have them available for reference.) 


4. What specific assumptions should we make about labor costs, facilities or 
equipment fees, overhead, etc. for our project? 


5. Using our Effort/Duration tables and assumptions as input, create all necessary 
cost estimates. Specifically, decide whether we should... 


æ Work together to create the cost estimates ... or... 


è Divide up the chore of cost estimation (possibly delegating to an 
administrative aide) and go create the schedules independently. 


6. Reviewing our estimate of costs, where are we least confident about our 
estimates? How can we “firm up” these estimates so we have more confidence in 
them? 
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7. Note: You do NOT need to use project management software to create cost 
estimates, though such products can certainly be useful. Simple spreadsheet 
programs or word processor tables can be used to create perfectly fine cost 
estimates. (Refer to Step 7...Sample Cost Estimation Worksheet. *) 


The Least We Should Do 


LI Skip this cost estimation step entirely and work without a cost estimate! (See 
discussion above.) ... or... 


LI Create a single text table summarizing all project costs. (Refer to Step 
/...Sample Cost Estimation Worksheet. *) 


LI (Optional) Get this reviewed and approved by everyone who is named as a 
resource or resource provider. 


The Most We Could Do 


LI Create a collection of project cost estimates breaking the costs into those 
incurred in each phase, by resource, or any other estimates that will help us 
analyze and manage costs. 


LI Create a detailed description of all assumptions made in our cost estimates such 
as assumed hourly rates, skill levels, rental fees, etc. 


LI (If appropriate) Have these items reviewed and approved by everyone who is 
named as a resource or resource provider. 


LI Have these reviewed and approved by our project sponsor. 


LJ Discuss these with the department heads or supervisors of all those who are 
named as a resource or resource provider. 


Q Make a formal presentation of our project costs to the entire project team 
and/or our boss, sponsor, or customer. 


LJ Get verbal or written approval of our project costs from our boss, sponsor, or 
customer. (See Worksheet: Sign Off Form”) 


* See The Project Management Minimalist book for details, worksheets, etc. 
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Video Highlights 


Background 
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= Cost estimates should cover: 
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— Equipment 
— Other (inflation, administration, profits, 
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Step 8: Keep the project moving. 


Results 
“ Periodic progress checks of each dimension of the project as spelled out in the 
project artifacts that you and your team created (i.e., Charter, Effort/Duration 
table, Schedule, Cost Estimate, etc.) 
4 Project manager inspection and awareness of overall progress toward 


completion 
a Project manager interventions to correct problems, remove obstacles, and keep 


the project moving as planned 


Assumption 


This Step assumes the following: 


1. Your team has completed all project planning artifacts such as Charter, WBS, 
Effort/Duration table, Schedule, etc. as deemed necessary by your sponsor and 
project team. 


2. (Optional) Your team has assembled all your project artifacts into a 
comprehensive Project Plan. 


3. All planning artifacts have been reviewed and approved by your sponsor or 
customer. 


4. You have a “green light” to begin the project. 


Discussion Topics 
(Note: It’s up to you how many people should be involved here! Typically, it’s only 
the project manager or team leader that performs these chores. But if your team 


decides to do things differently, then you could share these responsibilities. The main 
thing is that someone should be paying attention to how your project is 
progressing and how well your team is keeping the promises it made to 
Stakeholders, the sponsor and/or customers. And when you discover obstacles or 
problems, they will need to be dealt with quickly. So now is the time to figure out how 


you'll be doing all this.) 


1. Assemble all the project artifacts and planning tools you created in the last steps. 
(i.e., Charter, Effort/Duration table, Schedule, Cost Estimate, etc.) Make sure you 
have the latest versions and that they have been approved by the sponsor or 
customer. 


2. Briefly review Step 8: Keep the project moving* in The Minimalist.” 
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3. Carefully review the Checklist: Keep the Project Moving* and decide: 
è How often should | (we) make the inspections described on this list? 


@ What is the process by which | (we) will handle project obstacles and who 
can | (we) turn to for help when we need it? 


è How often will | (we) create and circulate Status Reports? (See Worksheet: 
The Project Status Report*. ) 


è How will | make sure that | (we) get approval/sign-off of deliverables at the 
appropriate points in the project? 


4. Review your project artifacts/planning tools (Charter, WBS, Schedule, etc.) 
again. Answer these questions: 


@ What could go wrong? What are the potential obstacles, roadblocks, and 
risks to this project's success? 


è Given this list of potential obstacles, roadblocks, and risks, what is my (our) 
specific strategy for preventing or mitigating each of them? 


è Under what circumstances might | (we) need to escalate issues? 


è To whom, specifically, will | (we) be appealing for help as part of this 
escalation? Are these people aware of the role | (we) might ask them to play 
in these escalations? 


5. Carefully review The Minimalist Squeeze” items described in Step 8..." and 
answer this question: Given our organization's culture, what are some specific 
things we're going to have to do to make sure we have a lean, efficient, 
Minimalist project? 


The Least We Should Do 


Q Become familiar with the Checklist: Keep the Project Moving* and plan to use it 
to keep your project on track. 


LJ Share the Checklist with your sponsor or customer and let them know 1) how you 
intend to use it and 2) how they should expect to be involved in supporting you to 
help resolve issues and remove obstacles. 
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The Most We Could Do 


Q Become familiar with the Checklist: Keep the Project Moving* and plan to use it 
to keep our project on track. 


LJ Share the Checklist with our sponsor or customer and let them know 1) how we 
intend to use it and 2) how they should expect to be involved in supporting us to 
help resolve issues and remove obstacles. 


LJ Automate our project schedules and estimates through the use of PM software or 
spreadsheets and commit to periodic (preferably weekly) updates of these. 


Q Periodically develop metrics that express our planned versus actual progress in 
objective terms. Analyze and share these with appropriate project stakeholders 
and figure out how to address issues. 


Schedule and conduct formal progress reviews. 


Develop and circulate formal status reports. (See Worksheet: The Project Status 
Report. *) 


Q Develop and implement a formal communications plan. (See Worksheet: Project 
Communications Planner. *) 


Video Highlights 


Compare Planned to Actual... Typical Artifacts & Tools: 
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= Project Charter m Periodic progress checks of each dimension 
= Description of project roles, responsibilities, authority of the proj ect as promised 


= Description of specific deliverables (WBS) and Project fa Proj ect manager inspection and awareness 


a of overall progress toward completion 
= Project task list, organized into phases and/or a 


naak ias m Project manager interventions to correct 
= Effort/Duration table problems, remove obstacles, and keep the 
= One or more schedules proj ect moving as planned 
= Cost estimate m Project Status Reports 
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Step 9: Handle scope changes. 


Results 


« Adjustments to the project plan to deal with additions, reductions or modification 
to the deliverables or work process 

« Formal documentation of each scope change 

“ Formal approval of each scope change 


Discussion Topics 


(Note: At minimum, you should hold this discussion with your sponsor, 
supervisor, or customer. You may also want to include key technical specialists, 
contractors, or anyone else whose work might be subject to changes in scope.) 


1. Review the absolute boundaries of our project in terms of: 
è Money available 
è Time available 
è Staff, equipment, facilities, materials, etc. available 


2. What elements of our project are most likely to be vulnerable to scope change? 
(Consider particular tasks, deliverables, deadlines, review/feedback cycles, etc.) 


3. Review Process...from Step 9: Handle scope changes. * 
è Can we use this suggested process to handle scope changes? 


è How might we change this suggested process to suit our organization's 
policies? 


4. Review the Worksheet: Project Scope Change Order.” 
æ Can we use this template to create our own scope change orders? 


è Do we need to have our legal (or other) department or contractor review this 
Scope Change Order and provide suggestions for modifying it to suit our 
needs? 


è How might we change this suggested Scope Change Order to suit our 
organization’s unique PM policies? 
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The Least We Should Do 


LI Carefully review Step 9: Handle scope changes.“ 


LI Plan to use the process and suggested Scope Change Order provided in the 
book to handle any scope changes. 


The Most We Could Do 


LY Work with our senior management, legal department, finance (contracting) 
people, etc. to become familiar with our organization's unique policies for 
handling scope change in projects. 


Q Work with the same people (above) to create a unique, custom-tailored process 
for handling scope change in our particular project. 


LI Apply this scope change process as needed. 


Video Highlights 


Results include: Typical Artifacts & Tools: 
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= Adjustments to the project plan = Agreement among key project players 
—to deal with additions, reductions or re: nature of the scope change 
changes to the deliverables or work 
process 


= Approved (signed) Scope Change 
Order or Contract Change Order* 


= Formal documentation of each scope 
change 


= Formal approval of each scope change 
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Step 10: Close out phases, close out the project. 


Results 


“ Sponsor sign-off and approval of incrementally-evolving project deliverables and 
phases as they are completed 


“ Sponsor sign-off and approval of all finished project deliverables and the overall 
completed project 

« Completion of any of the project-specific follow-up activities identified in Step 10: 
Close out...* (Project Archive, Post Mortem, Lessons Learned, hand-off/training, 
performance evaluations, etc.) 


Discussion Topics 


(Note: At minimum, you should hold this discussion with your sponsor, 
supervisor, or customer. You may also want to include key technical specialists, 
contractors, or anyone else who might have strong opinions about — or a vested interest 
in — the way project sign-offs and formal closure are handled.) 


1. Review our project schedule. Have we: 
® Accounted for the formal approval/sign-off of each deliverable? 


è Accounted for the formal approval/sign-off at the completion of the entire 
project? 


è If we've missed something, how will we get closure (sign-off) for this item? 
2. Examine items 1 through 9 under Process in Step 710...* 

è Should we perform all these process steps for our project? 

@ Which process steps might we eliminate, change, or add? 
3. Examine the Worksheet(s) Sign-Off Form(s)...” 


@ Are these worksheets consistent with our management practices? ... 
supported by our senior management? 


è Do these worksheets contain enough information to allow our sign-offs to be 
truly meaningful? 


è Do we need to make any changes to these forms before we use them in our 
projects? 


4. What specific ways might we reward, recognize, and document high-quality 
performance by our project team members at the end of the project? 
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The Least We Should Do 


LI Get sponsor sign-off and approval of incrementally-evolving project deliverables 
and phases as they are completed. 


LI Get sponsor sign-off and approval of all finished project deliverables and the 
overall completed project. 


Q Provide high-performing project team members with testimonial letters 
documenting their contributions to the project. 


The Most We Could Do 


LI (Depending on our project requirements) We might do everything described in 
items 1 through 9 under Process in Step 10...* 


LJ For most projects, it would be ideal to complete: 


® Archiving of project documents, so future project teams might use them to aid 
in planning 


è Careful hand-off (including formal/informal training) of project deliverables to 
end users to assure the deliverables are used as designed. 


è Comprehensive, project-oriented performance evaluations and “Thank You” 
letters (shared with supervisors and personnel department, etc.) on behalf of 
all high-performing project team members 


æ A thorough Post Mortem evaluation of the project (including input from all 
stakeholders), followed by the creation of a formal Lessons Learned report. 


è Closing celebrations and possibly (based on organization culture) distribution 
of rewards, bonuses, etc. (Refer to the Bonus Team Building section at the 
end of this document for ideas.) 


* See The Project Management Minimalist book for details, worksheets, etc. 
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Video Highlights 


Typical Activities 
EE A 
Verify all deliverables, as chartered or proposed, 
were satisfactorily completed 
Get formal approval via “sign-off” * 


Complete administrative tasks — close out job 
assignments, schedules, budgets, contracts, etc. 
Plan/execute hand-off of deliverables 

Archive project plan, deliverables spec’s etc. 
Conduct “postmortem” and determine lessons 
learned 
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Meaningful sign-offs include: 
ee el A 

= Specific name of each deliverables approved 

= List of exceptions (deliverables not approved) and 
agreed-upon revisions with deadlines 

m Acknowledgement that unnamed changes could 
impact completion date, resource requirements, 
costs 


= Written signature of person authorized to approve 
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Typical Artifacts & Tools: 
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m Archive binder with annotated, revised 
project plans, sign-offs, change orders, 
all key project documentation 

= Summary reports 

= Hand-off strategies 

= “Post mortem” review strategy 

= Summary of lessons learned 
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Bonus: A Couple of Team-Building Discussions 


Here are some notes that could help you conduct “ice-breaker’ discussions or team- 
building exercises. Use your judgment and deep knowledge of your organization's 
unique culture to figure out if these will work for you or if they should be modified. 


Let's Talk About “Taking Care of Yourself: Managing Your Priorities, 
Time, and Energy” 


Input for the Discussion 


Pages 94 — 111 in The Project Management Minimalist, 2"° edition lists these “best 
practices.” 


Q Back to Basics: Manage Your Energy 
è Get enough sleep, rest, and water. 
è Develop “positive rituals” that run on “auto pilot.” 


Q Leverage Your Signature Strengths 
è Identify your signature strengths and use them whenever you can. 


Q Manage Your Time 

è Prioritize and just say “No!” 
Understand & deal with procrastination. 
Avoid “multi-tasking” — It’s not effective. 
Practice “single-mindedly one touching.” 
Do what you need to do to get into “flow.” 
Control your “office hours.” 


LJ Understand and Manage Your Stress 

® Meditate & reduce your tolerance to stress. 
Trust your judgment. 
Feel your power to choose. 
Develop an optimistic explanatory style. 
Consciously choose your attitude. 


Discussion Questions and Assignments 


1. (Preparation: Display the list of “best practices” above on a flip chart or copy and 
distribute page 94 from The Project Management Minimalist, 2"" edition.) 


2. (Individually...) Given this list of topics, write down (or place a check mark 
beside) the top three best practices that you believe could have the most 
positive impact on your performance within the project team. 


(Tally the votes and identify the best practices” with the most votes.) 


Conduct an open-ended discussion of the best practices with the largest number 
of votes. Steer the conversation away from becoming a gripe session. Focus on 
improvements needed by asking: 
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è What could we do to ensure you are able to apply this best practice? 


è Specifically what obstacles are preventing you from applying this best 
practice right now? 


è Specifically how might we remove these obstacles? 


èe What can we, as a project team, specifically do to encourage people to apply 
this best practice? 


5. Move on to the best practice with the second largest number of votes and 
continue the discussion as above. Then repeat for the topic with the third largest 
number of votes and so on. 


6. A couple of options: 


@ Assign people specific, related readings from The Project Management 
Minimalist, 2" edition before bringing them together for this discussion 
session. 


è Before beginning the discussion (and after tallying the votes) distribute 
readings or read the text explanation aloud and summarize some of the best 
practices that got the most votes. 


Let's Talk About “The People Stuff!” 


Input for the Discussion 


Pages 54 — 93 in The Project Management Minimalist, 2"° edition covers these 
topics: 

a Trust Your Judgment 
Let Go of Perfectionism 
Celebrate the Chaos Within 
Embrace the Work Itself 
Take the Risk 
Just Say No 
Listen, Understand, Collaborate 
Just Do It! 
Consciously Choose Your Attitude 
Be the Change You Want to See 


a A À A A A À A A CO 


Each item listed above includes elaboration of the topic, relevant quotations, Team 
Challenges, and more. 
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Discussion Questions and Assignments 


1. (Preparation: Display the list of topics above on a flip chart or copy and distribute 
page 55 from The Project Management Minimalist, 2"" edition.) 


2. Given this list of topics, write down (or place a check mark beside) the top 
three topics that we might explore to improve our projects. 


(Tally the votes and identify the topics with the most votes. ) 


Conduct an open-ended discussion of the topic with the largest number of votes. 
Steer the conversation away from becoming a gripe session. Focus on 
improvements needed by asking: 


@ What could we do better? 
è Specifically what obstacles are preventing us from doing better now? 


è Specifically how might we remove the obstacles that may be preventing us 
from doing better? 


èe What can we, as a project team, specifically do to bring about improvements 
for ourselves without involving the rest of the organization? 


5. Move on to the topic with the second largest number of votes and continue the 
discussion as above. Then repeat for the topic with the third largest number of 
votes, and so on. 


6. A couple of options: 


® Assign people specific, related readings from The Project Management 
Minimalist, 2" edition before bringing them together for this discussion 
session. 


è Review the “Reflections” or “Team Challenges’ related to particular topics of 
interest to you or your team and figure out how these might be applied in your 
discussion. 
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Summary & Checklist: 10 Steps to Project Success 


Results of Successful Performance 


A series of conversations, brainstorming sessions, and other formal or informal discussions about the 


1. Define th ject 
SRE ae te project concept with your supervisor and key people whom you hope will provide project support 


concept, then get 
support and approval. An approved Project Charter 


A series of conversations, brainstorming sessions, and other formal/informal discussions about the 


A t t . ; 
2. Get your team project concept with all stakeholders 


together and start the 


project. Commitments from stakeholders to play particular roles on the project team throughout or at specific 
times in the project. 


Written documentation that captures roles and responsibilities of all stakeholders 


A Kickoff Meeting that orients all project team members to their roles and responsibilities and gets 
the project started (often supported by a Responsibility/Accountability Matrix) 





A series of conversations, brainstorming sessions, and other formal/informal discussions about 
specific project deliverables 


3. Figure out exactly 
what the finished work 
products will be. A Work Breakdown Structure (WBS) in rough form as created by a brainstorming group (1.e., a 

bunch of yellow stickies spread out all over a wall, a collection of flip chart pages scribbled with 


items, a rough “mind map,” etc.) 


A polished WBS which clearly lists 1) all interim deliverables that the end user will not see (such as 
scripts, flow charts, outlines, etc.) and 2) all finished deliverables that will be turned over to the user 
when the project is completed. 







A Project Scope Statement that expands the Project Charter to include the WBS and other items 
identified by the team in brainstorming sessions 


Approval of the Project Scope Statement and WBS by the sponsor and appropriate stakeholders. 


A list or graphical collection of all project tasks that must be completed to create project 
deliverables. 


4. Figure out what you 
need to do to complete 
the work products. 
(Identify tasks and 
phases.) 


A network diagram showing the sequence and flow of all project tasks, including opportunities for 
stakeholders to review and approve deliverables as they evolve 








Descriptions or illustrations of project phases 
5. Estimate time, effort, A detailed estimate of the duration, effort, and resources required to complete each project task 


and resources. A summary of duration, effort, and resources required for the entire project 


One or more overview schedules showing the “big picture” of the project (1.e., showing all activities, 


6. Build a schedule. phases, and major milestones). (Gantt, network diagram, summary table/calendar, etc.) 


DUD ODODO O UU O 


One or more detailed schedules that expand or “zoom in” on particular parts of the overview 
schedule. (E.g., One particular project phase w/ detailed subtasks/tasks or one particular set of project 
players. (i.e., plumbers, computer programmers, senior executives w/approval points.) 


A strategy to revisit the schedule periodically in order to keep it up to date. 


An estimate of project costs, including the costs of labor, materials, supplies, and any other costs 


7. Estimate the costs. tracked by your organization, such as various overhead costs, etc. 


A description of all assumptions made in the cost estimate 






Periodic progress checks of each dimension of the project as spelled out in the project artifacts above 
(Charter, Effort/Duration table, Schedule, Cost Estimate, etc.) 


Project manager inspection and awareness of overall progress toward completion 


8. Keep the project 
moving. 


Project manager interventions to correct problems, remove obstacles, and keep the project moving 


Adjustments to the project plan to deal with additions, reductions or modifications to the 
9. Handle scope changes. deliverables or work process 


Formal documentation of each scope change 





Formal approval of each scope change 


Sponsor sign-off/approval of incrementally-evolving project deliverables & phases as completed 


10. Close out phases, close 
Sponsor sign-off/approval of all finished project deliverables and the overall completed project 


out the project. 


DOWUOU OOO OJO UU 


Completion of typical project-specific follow-up activities (Project Archive, Post Mortem, Lessons 
Learned, hand-off/training, performance evaluations, etc.) 
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NOTES: 


40 The PM Minimalist Mentor, version 1 © Copyright 2011, Michael Greer 
For use with The Project Management Minimalist http:/michaelgreer.biz/?page _id=636 


The PM Minimalist Mentor: Scripted Coaching Tools to Guide Project Team Meetings 


NOTES: 


The PM Minimalist Mentor, version 1 © Copyright 2011, Michael Greer 41 
For use with The Project Management Minimalist http:/michaelgreer.biz/?page_id=636 


